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ABOUT DGP-NET

UNDP draws on the Democratic Governance Practice Network
(dgp-net@groups.undp.org), a global network of democratic gov-
ernance practitioners to provide timely and high-quality advice,
expertise and know-how to policy makers and other partners in the
countries where we operate - helping them pursue the best possi-
ble development solutions. The DGP-Net promotes local, national,
regional and global knowledge creation, sharing and application.
It works as a global exchange forum to inform more than 2000
practice members of the new and upcoming practice initiatives,
innovations, and, knowledge resources available within UNDP’s
Democratic Governance Community of Practice, and as a tool for
sharing comparative experiences, good practices, lessons learned,
and discussion of substantive issues related to governance. UNDP
also supported the establishment of partners’ networks based on
the UNDP model through the DGP-Net.

DISCLAIMER

The findings, interpretations, and conclusions expressed in this
publication do not reflect the official policy of UN agencies, funds
and programmes, and governments. The text and data in this
publication may be reproduced as long as the source is cited.
Reproductions for commercial purposes are forbidden.

First published in October 2008.
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EXECUTIVE SUMMARY

Knowledge management has become a strategic growth area;
helping in building synergies and increased knowledge and
information sharing. The UNDP Strategic Plan (2008-11) included
specific knowledge management related outputs, indicators and
targets for the first time. Arguably Networks and Communities of
Practice are now the primary mechanism for moving knowledge
and learning across traditional boundaries in global organisations
like UNDP. This rise of Communities of Practice (CoP) to prominence
has no doubt arisen from the need for UNDP to adapt to the in-
creasingly fast changing environment it operates in where the need
to transfer learning from day to day practices in country offices in
order to enhance development effectiveness.

These communities, operating at country, regional and global
levels have enabled teams of UNDP staff to interact closely in the
development of new tools and methodologies to support UNDP
work after extensive peer reviews and analysis of comparative
experiences. UNDP now has over 20 global virtual networks with
about 8,000 subscribers allowing real time discussion on key issues
and sharing of experiences across the globe. The presence of such
powerful knowledge and practice networks contributes directly to
the growth and sustenance of CoPs.

From bottom-up policy development process to top-down policy
agenda setting, there has been a stronger tendency in UNDP to
involve and/or consult relevant members of the CoP. A consistent
effort to give to the regional and sub-regional CoPs a meaning-
ful role in identifying, designing and implementing regional pro-
grammatic initiatives has also been noted. Communities focus on
practical aspects of a practice, everyday problem, development in
the practice and/or thematic area, new tools, things that work and
don't (lessons learned), good practices etc.

The value of CoPs should be measured by the usefulness they
bring to practitioners in their work and their ultimate development
impact. Of course, value can be added to the CoPs through a host of




activities, including Face to Face (F2F) meetings, support missions,
study tours, virtual discussion forums, mutual support initiative,
innovation fund, participation fund, fellowship, intensive CO-to-CO
support, e-discussion, formal training, resource mobilization, etc.).
The present guidance note attempts to identify some of the lessons
learned and good practices to strengthen the CoP processes.

An integrated plan of action is required with some quick wins that
can deliver more immediate benefits (e.g. address specific sugges-
tions shared by CoP members for improvements in products and
services). Other issues such as sponsor engagement and helping
to make sure networks address business issues will take more time
and work to engage senior management. While the Guidance Note
identified different ways communities could impact individuals
and organisations (e.g. increasing learning and knowledge sharing
or motivation and commitment for members), several factors in the
guidelines also focus on one of the dimensions of individual and
organisational impact: increased performance.
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I. INTRODUCTION

The term ‘Communities of Practice (CoP) was first used in 1991 by
Jean Lave and Etienne Wenger who used it in relation to situated
learning as part of an attempt to “rethink learning” at the Institute
for Research on Learning. In 1998, the theorist Etienne Wenger
extended the concept and applied it to other contexts, including
organisational development settings. He described CoPs in terms
of the interplay of four fundamental dualities: participation vs
reification, designed vs emergent, identification vs negotiabil-
ity and local vs global although, possibly because of the possible
link to Knowledge Management, the participation vs reification
duality has been the focus of most interest. More recently and
increasingly, Communities of Practice have become associated
with knowledge management as people have begun to see them
as ways of developing social capital, nurturing new knowledge,
stimulating innovation, or sharing existing tacit knowledge within
an organisation. It is now an accepted part of organisational devel-
opment (OD).

The notion of Community of Practice is increasingly gaining
currency in day-to-day UNDP practice work. From bottom-up policy
development process to top-down policy agenda setting, there
has been a stronger tendency to involve and/or consult members
of the relevant CoP. A consistent effort to give to the regional and
sub-regional CoPs a meaningful role in identifying, designing and
implementing regional programmatic initiatives has also been
noted. Communities focus on practical aspects of a practice,
everyday problem, development in the practice and/or thematic
area, new tools, things that work and don't (lessons learned), good
practices etc.

1 Further information on the evolution of the concept of Communities of Practice can
be found in the introduction to Hildreth and Kimble's book, available at:
http://www.chris-kimble.com/KNICoP/Chapters/Introduction.html




CoPs can be placed on a range starting with loosely organized
limited goal CoPs to highly structured task and output
oriented CoPs. We can tag one side of the continuum ‘Enabling
Communities’ (loosely organized around goals limited to
promoting learning and knowledge sharing) and the other side
as ‘Delivery Communities’ (tightly organised to deliver specific
outputs). CoPs which belong on the ‘enabling end’ of the range’
will most probably address broad themes (e.g. access to justice,
trade); whereas delivery communities may link to more narrowly
defined problems/issues. Within service lines, themes are
typically limited by geography (e.g.improving access to justice in
sub-Saharan Africa) and/or sub-theme (e.g. tackling governance
of climate challenges). CoPs can be internal (UNDP staff only)
and external (membership includes partners, experts external
to UNDP).

TYPES OF CoPs

EXTERNAL

“External” Membership

- includes partners
external to UNDP

INTERNAL

“Internal” Membership
- UNDP staff
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Communities of Practice offer a collaborative structure that has
proven to be extremely effective in the creation and transfer of
knowledge within organisations. Communities provide value to
organisations in the following ways:

- Facilitate the rapid identification of individuals with specific knowledge
or skills;

«Foster knowledge sharing across organisational boundaries
(“boundary spanning”);

« Promote and facilitate the capture and re-use of existing knowledge assets and
retention of organisational memory;

« Provide a safe environment to share problems and challenges and test
new ideas;

- Facilitate collaboration across different time zones;

«Foster innovation (within and across organisational boundaries);
- Facilitate faster, better-informed decision making;

« Reduce learning curves for new employees;

«Improve the quality of products developed;

- Foster interaction between new/more junior employees and senior/more
experienced practitioners;

« Promote a broader organisational perspective among employees, providing a
better understanding of how individual tasks fit into the larger organisational

picture.

The value of CoPs should be measured by the usefulness they
bring to practitioners in their work and their ultimate development
impact. Of course, value can be added to the CoPs through a host of
activities, including Face to Face (F2F) meetings, support missions,
study tours, virtual discussion forums, mutual support initiative,
innovation fund, participation fund, fellowship, intensive CO-to-CO
support, e-discussion formal training, resource mobilization, etc.).
The present guidance note attempts to identify some of the lessons
learned and good practices to be added to CoP processes.




I1. OBJECTIVES

The UNDP Strategic Plan (2008-11) incorporated specific
knowledge management related outputs, indicators and targets.
Arguably Networks and Communities of Practice are now the
primary mechanism for moving knowledge and learning across
traditional boundaries in global organisations like UNDP. The
principal objective of this strategicagendais to offera set of practical
recommendations based on lessons learned for Community of
Practice strengthening process. The note looked into the state of
existing follow-up process of the past practice/sub-practice
strengthening initiatives including Face to Face (F2F) meetings. It
also assessed the efficacy of such follow-up process. This will be
particularly helpful for the BDP alignment and the regionalisation
strategy for regional bureaus and service centers.
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I11. PROCESS

The present guidance note analysed selected documentation of
past global CoP meetings including relevant outputs of some of
the regional and thematic/sub-practice CoP meetings. The earlier
version generated a number of useful comments and/or feedback
from practitioners including several members of the Democratic
Governance Group (DGG-Global) and Knowledge Sharing Team
(KST-HQ/BDP). The KST-HQ also discussed this briefly in one of its
weekly meetings.

A brief set of questionnaires was sent to the DGG-Global mailing
group. The request received eight detailed responses from dif-
ferent regions. The present paper also looked into the DGP-Net
responses received in relation to:

1. For Comments: Follow-up to Anti-Corruption CoP Initiative (June 2007)

2. E-discussion ‘Towards a Local Governance and Development Agenda:
Lessons and Challenges’ (27 August-16 October 2007)

3. Reports of the previous CoP (global, regional, thematic, cross-practice)
Meetings and Initiatives

An earlier version of the paper was circulated in DGG-Global, DGG-
HQ including Oslo Governance Center (OGC), KST-Global, and KST-
HQ mailing list members to generate specific feedback on the draft
to incorporate into the present version. The DGG Staff meeting
discussed the draft in greater details on 30 April 2008 and endorsed
the note in principle.




IV. REVISITING CORPORATE EXPECTATIONS
OF COMMUNITIES

Communities of Practice are ideal vehicles for leveraging tacit
knowledge because they enable person-to-person interaction
and engage a whole group in advancing their field of practice.
As a result, they can spread the insights from that collaborative
thinking across the whole organisation. CoPs should be a response
to an identified niche where both the organisation and individual
members can benefit from focused learning and product delivery.
It is also important to determine the appropriateness of a specific
CoP. The following factors could be considered:

When there are dispersed and varied experiences and knowledge (e.g. thereisa
large potential for learning among members)

« Inaccordance with UNDP Strategic Plan service areas and drivers or when a
common priority emerges where UNDP can apply its skills/learning to ‘fill a gap’
/niche

When the motivation resources and expertise are sufficient
When there is management support

Clearly stated goals and targets also correlate highly with the value
communities create for the organisation. Community goals are
typically developed in collaboration with the community sponsor
or governance group and/or core community members. In one
organisation, community goals cascade down to communities
through the management structure. In another organisation, goals
are set in by the core members and fed up to a steering group.

However, there is a somewhat unchecked expectation and reli-
ance on what CoPs can realistically deliver, particularly CoPs of
UNDP’s type, which are quite large, often also include selected
members from outside the organisation. In most companies and
organisations, CoPs tend to be either very internal and closed
for staff only, where the focus really is on sharing of experience,
peer-to-peer support, staff capacity development, team build-
ing, advancing the practice, etc. or they are open to external
members but the focus is so specific and tight that the commu-
nity identity is very strong and the members already know one
another through previous contact or by reputation. With global
lists of practitioners and staff such as those in UNDP, the focus is
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quite wide; often it becomes somewhat difficult to address very
specific and/or unique needs/demands of members with regional
dimension. This said, there is no doubt a great deal of value-
added for the global CoPs, but it should register that its strength
really is in being a global forum for practitioners to link with one
another if they so wish and to seek input to their queries when they
have one.

It remains somewhat unclear to what extent global CoPs are influ-
encing regional programmes, impacting policy, developing capac-
ity in a way that will enable the members to become more effective
in their role in a sustained and continuous fashion, especially if
we all acknowledge that developing any kind of capacity requires
real investment in time, effort, resources, commitment, and an
effective skill enhancing approach. For example, while the global
poverty network is useful for the purpose above, it cannot possi-
bly build sufficient capacity for staff not trained as economists to
even begin diagnosing problems, dialoguing with the government
(or the World Bank for that matter), design effective programmes
or even judge whether advice offered by a policy advisor or
consultant on economic issues is sound. This puts a great deal of
pressure on the facilitators to transform CoPs with the dedicated
help of the networks into effective process and/or mechanism to
address issues that may be better addressed through some other
means.

In line with the corporate approach, BDP has prepared for its
alignment process by engaging in the corporate decision-mak-
ing processes, especially through its intensive contributions to
helping shape UNDP’s Strategic Plan (2008 - 2011). Accordingly,
BDP has initiated its alignment process in concert with corporate
developments but has also used the opportunity to re-evaluate its
overall vision, the strength of its position as the primary provider
of advisory services in UNDP, and what specific alignments at the
process-, structural-, and resource-levels will help BDP achieve
its vision.




As such, the BDP alignment process has provided an opportunity
to revisit the utilization of the Practice Architecture as well as fa-
cilitate the identification of changes needed to strengthen UNDP’s
ability to leverage its global capacities, not least by improving the
advice and support made available to UNDP’s country offices. The
prevailing guiding principles ‘that shape how BDP is strengthening
its positioning’ reflect the overall rationale for change and vision
for BDP.

They are:

« Corporate coherence: Shared structures and processes across organisation

Policy and programme consistency: Consistency in advice on policy and
programme matters

«(lient and service orientation: Timely quality services responding to client
needs/demands

«Accountability: Clarity on roles and responsibilities and results-based
management

In view of the ongoing BDP alignment and regionalisation pro-
cess, it might be useful to review afresh the existing CoP prac-
tices and processes. UNDP, through BDP’s Knowledge Sharing
Team, is currently supporting 15 UN agencies to improve their
knowledge sharing and networking capacity. BDP’s knowledge
sharing team has been building relationships with other UN
agencies since 2003, providing both technical support and advi-
sory services. This support includes inter alia: replicating the UNDP
Community of Practice (CoP) and Network Approach; Support
to UNCTs; Inter-Agency Collaboration; and Advisory Support for
Knowledge Management Strategies. Thus far, UNDP’s model of
knowledge networks and CoPs has now been replicated by ten
agencies. The main objective of this effort has been to enhance
the capacity of the UN family to strengthen knowledge manage-
ment at the agency level while at the same time promote new and
innovative approaches to inter-agency knowledge sharing and
networking. This has placed UNDP in a good position to play a
leadership role on knowledge management and CoP strengthen-
ing process within the UN System.
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UNDP continues to widen and sharpen its focus on democratic
Governance. UNDP is one of the largest providers of democratic
governance technical cooperation globally, spending over $5.13
billion worldwide in the period 2004-2007; and all but three UNDP
country programmes were engaged in promoting democratic
governance. Overall, 80 percent of resources were spent on public
administration reform and anti-corruption, decentralization and
local governance, and electoral systems. In 2007, UNDP expendi-
tures in democratic governance amounted to $1.286 billion, reg-
istering a slight decline (3 percent) from the previous year’s level
of $1.342 billion. Notwithstanding, over-all expenditure figures
show that democratic governance remains the largest priority area
for UNDP development cooperation, comprising 41 percent of its
overall portfolio.

The UNDP Democratic Governance Group (DGG) supports the
Communities of Practice in delivering these programmes.? The
Democratic Governance Practice Network (DGP-Net) connects an
even wider group of approximately 2000 practitioners worldwide.
The DGP-net also acts as a bridge between the DGG and the broad-
er democratic governance Community of Practice.

Over the past years, the DGG hosted a number of global and
regional CoP meetings to build and strengthen its CoPs, and
to advance its thematic causes and sub-practice focuses. While
the objectives of most of the meetings were clear, the follow-
up agenda often lacks clarity and strategic vision to sustain the
momentum created through CoP meetings and related resource
intensive preparations. As a result, some of the agenda agreed at
past meetings remain unimplemented. Lack of human and financial
resources also prohibited CoP leaders and members to follow-
up planned initiatives. All these pose significant challenges for
sustaining follow-up programmes for any CoP meeting and/or CoP
strengthening process. Solid preparations in line with corporate
priorities and community needs and demands are critical for the
success of any CoP meeting. Therefore, it is critical to do it right
from the very beginning of the process.

2The DGG is a decentralized group of about 58 democratic governance specialists,
including policy advisers, research/policy analysts, and programme managers and/
or advisers.




V. INITIATING A CoP

Communities of Practice have previously been thought of as
coming into existence when people interested in a common work-
related area or in an avocation feel a need to share what they
know and to learn from others. Professional associations, groups of
development practitioners, and skilled craft guilds are examples of
work-related Communities of Practice. Avocational examples range
from communities of quilters to communities of rowers. In the past
few years e-mail, electronic discussion groups, and electronic chat
rooms have facilitated the development of Communities of Practice.
Regardless of the mode of interaction, the traditional notion of a
Community of Practice is that it emerges from a work-related or
interest-related field and that its members volunteer to join. But
Communities of Practice are not just celebrations of common
interest. They focus on practical aspects of a practice, everyday
problems, new tools, developments in the field, things that work
and don't. So people participate because the community provides
value. Community members frequently turn to each other to help
solve technical problems.

Communities of Practice are ideal vehicles for leveraging tacit
knowledge because they enable person-to-person interaction and
engage a whole group in advancing their field of practice. As a re-
sult, they can spread the insight from that collaborative thinking
across the whole organisation.
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However, if a community can't get their act together and organize
themselves to keep going, then it’s a non starter in the first place.
Usually there needs to be a core of at least 3-4 people who just keep
digging away at it and continue to exchange. Others will watch and
join. A Face to Face meeting and/or virtual meeting of such core
group is critical to sow the seed of the CoP. Face-to-face contact is
important to create the trust and rapport that communities need
to develop effectively. By funding face to face events — travel most-
ly - organisations can enable that interaction. Community sponsors
should also assist in supporting the communities by budgeting for
those items not covered by the basic infrastructure costs. Commu-
nity sponsors should also assist in supporting the communities by
budgeting for those items not covered by the basic infrastructure
costs. However the present guidelines, as indicated, have focused
primarily on Community of Practice strengthening process.




_

VI. CoP MEETINGS: LESSONS LEARNED

With such a large community (i.e, DG CoP etc), it is important
to have clear guidelines on how core members are selected and
who gets invited to global and or regional CoP meetings. Face-
to-face contact is important to create the trust and rapport that
communities need to develop effectively. By funding face to face
events - travel mostly - organisations can enable that interaction.
Also given the sheer size of the meeting, it's important to design
it in such a way that whatever cannot be shared or accomplished
virtually, is done so at the face-to-face meetings.

Review of the responses and documents confirms that there is an
increasing tendency of branding any meeting (i.e., Focal Points
Meeting, Advisory Board/Committee Meeting, Strategic Planning
Workshop, Thematic Training Workshop etc.) as CoP meeting.
Some practitioners often confuse electronic network with broader
Community of Practice.> Community members referred to a num-
ber of useful lessons:

A pre-meet-
ing survey and/or mapping among the intended beneficiaries
will help identify the needs of a particular CoP better. Through
consultations before and during the meeting/workshop, par-
ticipants were made aware of their role as core group mem-
bers.

A useful tool to help organize the agenda
and issues to be addressed within a CoP meeting is an e-
consultation/virtual roundtable discussion among targeted
group of practitioners on the general topic of the CoP.

It is important to balance between
substantive discussions (including with leading external
experts), networking, and community/process-centred talks.
Most meetings tend to concentrate too much either on
process or on substance.

3 Indeed an e-network is one significant among a variety of tools used by Communities
of Practice to communicate regularly. While a very important tool, e-networks which
do not have the five features noted above should not be referred to as a Community of
Practice. The term CoP should be used as consistently as possible to avoid confusion.
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The objectives of CoP meetings should be clari-
fied from the beginning. It helps consolidating the basis of
such events, and its targeted constituency. For example,
the objectives of the 2004 Global Practice Meeting (Public
Administration Reform-PAR Sub-practice) were specified in the
following terms:

“The objectives of the Global Practice Meeting held by the
Democratic Governance Group of the Bureau of Development
Policy in Bratislava, Slovakia, between April 19th and April
22nd, 2004 were to:

« Bringtogetheracoregroup of UNDPpractitionersfrom country,
sub-regional, regional and global levels, as well as a limited
number of senior practitioners and academics from and
politicians with hands-on experience of PAR programmes, for
face-to-face dialogue to gain an overview of the sub practice,
and strengthen interaction as a global community.

« Examine the approaches proposed and niche identified for
UNDRP in the Practice Note against practical experience and
latest thinking, and strengthen a next edition of the note based
on this experience.

« Build a common understanding and consensus behind the
approaches and niche for UNDP detailed in the Practice
Note, as well as explore the implications of these for UNDP
practitioners in the field.” *

Identifying practical, demand driven
outputs® is critical for a successful follow-up strategy. Some
examples of CoP outputs include, among others, mapping
of practice resources & experts, codification of lessons, suc-
cess stories, & good practices, initiation of workspaces on the
internet, formulation of manuals and how-to-guides, etc. A
practice approach is critical to ensure that knowledge pro-
duced is “shared” rather than “shelved”.

4 Summary of proceedings can be viewed at:
http://www.ecissurf.org/files/pubadmin/Practice%20Meeting%20Report%20Summa
ry.doc

5 Often outputs are planned inline with practice group/thematic/SL policy Advisers
annual work plan. While it is important to ensure link CoP meeting with practice/sub-
practice agenda, actual needs of the community should be prioritized in determining
potential outputs of a CoP meeting/CoP process.




Examples of meet-
ings are in abundance where people are asked to make one
presentation after another to showcase their good practice
and after the 15™ power point presentation, people just start
tuning out. There should be a period for real peer support or
what is known as peer-assist, where someone has a major
problem and needs advice from the group. Before the meet-
ing, the organisers could ask people to submit requests for
peer-assist and organize small clinics around which people
really feel they have either directly benefited from the advice
of peers or feel they have contributed to someone’s real and
current problem. It will help tailoring a CoP meeting towards
particiants’ specific needs, and hence increases both the rel-
evance of the meeting and the chances of longer term impact.
It is also an excellent way of extracting more tacit knowledge
from participants.
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Another idea would be to have some discussion and support for
someone who wants to replicate another’s good practice. Perhaps
there is an opportunity here to introduce seed funding for repli-
cation of good practices -it could be in the form of a Request for
Proposal for partnership from the two parties willing to provide
technical support and the one wishing to replicate an idea. This
could be a knowledge partnership or ‘partnership fair’ session
towards the end of the CoP meeting. Latin America has excellent
examples of knowledge and partnership fairs.

Face to face meetings can not be done
as a side job. The process could be led by UNDP manager or
policy advisor, but needs to be backed up by a full time coordi-
nator/facilitator who ideally has (a) relevant UNDP experience,
and (b)athorough understandingabout the substanceand the
process. The facilitator should be able to guide everyone
through a community-building process. S/he can help obtain
consensus on priorities and next steps for the CoP, and can
manage group dynamic, energy and expectations. As very
few people in UNDP can actually do this, professional facilita-
tors or someone with these unique set of skills and known to
the community should be assigned for this.




(=)
[T
—
-3
=<
[T
-
wi
=
o
sl
wa
[T
)
\
O
=
—
[T
[T
=
o

o
A
=

Members emphasised the need for integrated capacity devel-
opment and learning approach in CoP building, strengthen-
ing, and follow-up processes. This has also been confirmed
in a recent Oslo Governance Center (OGC) led training needs
assessment where DGP-Net members contributed significant-
ly.> As communities developed, they have taken on greater
significance in their organisations, truly stewarding bodies of
knowledge critical to the organisation. At the same time they
haveassumed many ofthe characteristics of theirorganisations
and are beginning to influence the organisations’approach to
learning and knowledge sharing. This will also contribute to
the capturing of tacit knowledge. However, some of the CoP
members advocated for opening this up for government
counterparts on a pilot basis. They also cautioned against
focusing too much on internal capacity building.

Keeping the members of the
community engaged in collective initiatives and processes is
a challenging task. Community participation, even when very
valuable, can easily be surpassed by more pressing tasks. It
is important to address this institutionally, i.e, encouraging
communities by allowing staff time to attend community
meetings, funding community events, giving prominence

6 In this context, an online survey was sent to 6,000 UNDP staff and had 809 respondents
at all levels. Some interesting findings include the following:

« Respondents indicated that there is a strong need for training in PAR. Of the 17 the-
matic areas listed, Monitoring and Evaluation for DG is indicated as the area where
most would like to have training, followed by Decentralization, Local Governance and
R/U Development (2nd), Capacity Development for DG (3rd), Governance, Conflict Pre-
vention, Peace Building and Security (4th) , and Anti-Corruption/ PAR (5th).

« With regard to the level of training required, in the Arab States, Africa and Asia Pacific
regions, most respondents indicated that they would like to receive training in AC/PAR
at basic/awareness level, while in Europe and the CIS and Latin America, most respon-
dents would prefer practitioner level training in this area.

« Respondents who perform senior management functions indicated that they would
like to receive training at the following levels, respectively: Strategic level (38%), Ex-
pert level (18%), Practitioner level (20%), and Basic/awareness level (23%). At the same
time, those who perform advisory functions indicated their preferences as follows:
Strategic level (16%); Expert level (29%), Practitioner level (33 %) and Basic/Awareness
level (21%). Programme and project staff training level preferences, on the other hand,
are as follows: Strategic (9%), Expert (21%), Practitioner (33%), Basic /Awareness (37%).
A strong preference for face-to-face training (47%) vis-a-vis online training.
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to relevant network updates/bulletins. In fact, management
team can address this issue by integrating community
participation into their planning and budgeting activity.“Web
2.0” tools including social networking, wiki, blog etc. could
facilitate the process further.

Inclusion of KM Buzz session, Knowledge Café etc. in the CoP
meeting improves the efficacy of the business process. For
example a knowledge café is a type of business meeting or
organisational workshop which aims to provide an open and
creative conversation on a topic of mutual interest to surface
collective knowledge, share ideas and insights, and gain a
deeper understanding of the subject and the issues involved.
Application such KM methods help in several ways:

a) to gain mutual understanding of a complex issue
b) to gain a deeper understanding of other people’s perspectives
() togain a deeper understanding of one’s own views and thinking process

d) to flush out issues which need airing & exploring

e) to help build a consensus around an issue or topic.
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VIl. GOOD PRACTICES TO STRENGTHEN CoP

Commitment to next steps following a successful CoP meeting
is important but not enough. A CoP must be given the time and
space to evolve into a community of committed individuals who
jointly assume responsibility for a given issue area and/or task. Fur-
ther development of the CoP would require additional resources
and the availability of, at least, a part-time facilitator.

It is important to engage the CoP members in reviewing and
evaluating the preparatory processes and the meeting as well. The
draft UNDP CoP Guidelines suggested the following indicative
questions:

Has the CoP improved service delivery to COs and partners/stakeholders?
Has the CoP increased UNDP’s impact on policy?

Has the CoP established UNDP’s leadership and strengthened its advisory
capacity?

Has the CoP increased collaboration between and among Regional Centers and
(0s as well as other stakeholders?

Has the CoP provided meaningful participation of marginalized communities?

« To what extent has the CoP helped to better align Regional Programs with needs
of C0s?

The vision of the CoP and relevant follow-up
activities need to be developed in a participatory manner
ensuring ownership of the participating community mem-
bers.

Any CoP should
invest time to articulate its follow-up actions/agenda for
action. Formation of a dedicated working group/taskforce to
workonthisandengagethemembersbetterduringthemeeting
has been identified as an effective strategy and good practice.
The agenda should be time-bound with level of prioritization
attached to it. The agenda should specify its short-term/
immediate, medium-term, and long-term focus. An example
of detailed, somewhat practical agenda can be cited from
the 2004 Global Practice Meeting on Electoral Systems and
Processes:




-

Global Practice Meeting on Electoral Systems and Processes
2004 (Manila):

Recommended Follow-up Steps

Maintain the network of contacts active and in permanent touch

Maintain “the momentum”; share conclusions w/C0s and bring to the
attention of Resident Representatives (RRs)

Keep the network going via regular e-mails and create an extranet for
non-UNDP staff

Carry out an e-vote to decide on the priorities for next year

Focused e-discussion/survey to decide concretely what the practice
should do

Discussions of meeting be incorporated on strategy documents, including
update of Practice Note

Further refinement of the Practice Note which is already a useful piece
of guidance

Contribute to the next revision of PN including making note of use of UNDP’s
UNVs as a best practice, and adding more in text to clarity of EAD's mandate,
role, etc. in relation to UNDP

A brief note on what actions will be taken, by whom following the meeting,
and some indication of the timeline for launching the revised Practice Note or
other tools suggested by participants

Continue/finalize discussion on engaging with political parties with a
conclusion/set of clear recommendations to practitioners; mobilize a selected
group (BDP/NY, RCs, COs) to create a task force to carry the debate further;
the finality should be a Knowledge Management product — a Practice Note

Continue discussions started through e-mail; regional meetings under
regional programme to discuss regional issues and implement regional
programmes; identify electoral issues through a bottom up approach
(country, regional, global) so that the next meeting becomes more of a
“summit”

Meet periodically so as not to lose focus; cluster these meetings that people
from one region could come up with the “do’s” and “don’ts” which are region
specificand can be systematically applied to country situations

Formation of a Core Practice Group; e-Newsletter at least every two months;
regional sub-practice meeting

Follow up with meeting participants on the development of tools
Regional meetings and elections “by type” activities should be promoted

Getting conclusions drawn; documents on net; participants list with e-mail
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« Establish a Community of Practice; inviting external partners like IDEA,
IFES, NDI made the workshop interesting and useful; This partnership must
continue and further strengthened

«Involve practitioners and SURFs; make a clear agenda for internal and
external experts; work at short notice on one or two concrete initiatives to
establish the Community of Practice; use more MSI for electoral support
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« Develop a SWAT Team for electoral support — package info for the UNDP
Administrator to “sell” to donors with calendar of elections needs on the
ground
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« Focus on short-/long-term support for elections and election-related
capacity building — the most effective areas for support in each case and the
governance implications of long-term support

«lssues raised on rules and procedures governing UNDP’s involvement in
electoral activities (as specified in the PN), and their impact on effectiveness
of our support as well as the need for improving existing mechanisms
— tools, networks — should be addressed

«(reate a website with all documentation related to meeting; invite
participants to contribute election-related docs to the corporate knowledge
based in this area; set up a WG composed of practice members to suggest
(a) how to further improve the PN, and (b) new areas for policy analysis by
UNDP at the corporate level in the electoral field; send out the final draft ACE
prodoc to practice members for review and comments

« On UNDP’s niche + on looking into sustainable electoral assistance/processes
s that post-conflict countries and LDCs can conduct elections with minimal
cost and outside support; Review of how points raised in first meeting was
implemented/not implemented

« Interesting ideas raised on the final day deserve specific follow up; More
important than content is the process: how to move the ideas forward: One
way is thru the Practice Note, but that is limited; Perhaps a core practice

group of less than 12 can serve as advisors to the practice?’

3. Shared Responsibility: Communities are held together by
people who care about the community. Therefore, a core
team of practitioners, identified through carefully balanced
selection process, should be formed to carry forward the CoP
agenda. A good mix of national and regional colleagues needs
to be ensured. Finding a well-respected community member

7 For further details, please visit:
http://www.undp.org/governance/eventsites/electoral-manila/




to act as coordinator of such team is critical to sustain the
momentum.

4

When community leaders try to lead in their“spare time
community leadership can easily be squeezed off their plate by
other more pressing needs. It is important to make this a part
of their core official responsibility, notadditional responsibility.
Leadingacommunityisdifferentfromleadingateamorbeingan
individual contributor. While time consuming, the trainings
help community leaders understand their role - not just how
to work the technology - and makes community leadership
clearly distinct from team leadership. Training should include
the key activities of community leadership; networking, facili-
tating meetings and influencing the organisation.
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Identifying champions is critical for
achieving CoP objectives and/or maintaining sustainability.
Champions lead the process effectively by example and, add
substantive value to the knowledge sharing process.

Resourcesshouldbeallocatedforfollow-
up activities as part of the CoP event budget. Communities are
notfree, henceitisimportantto give them thefinancial support
required to interact, think together, and solve real problems.

Communities that have
an impact on organisational and member performance do
more than share knowledge generally. They actively support
member participation in developing practices. Hosting an
annual contest on specific techniques can add value to cus-
tomers. The idea of an interactive on-line platform to facilitate
CoP-type networking within several professional networks
that UNDP is currently facilitating is worth pursuing. Such a
platform may have potential to stimulate more peer-to-peer
interaction.

8 As an example Asia-Pacific Rights and Justice Initiative (AP-A2J) was a significant un-
dertaking in both human (total of 2 1/2 work years) and financial resource terms (USD
230,000) at the expected finalization of the present stage in mid-2004.
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Establish-
ment of a stand-by team of practitioners and thematic experts
could function as a sounding board for potential program-
ming and collaboration opportunities.

The extent to which community
members see the community as a resource for solving every-
day work challenges also correlates with high individual and
organisational impact. Sometimes communities turn their
meetings into a series of technical presentations. Our research
clearly shows that this is not what drives members to partici-
pate. Solving everyday work problems is. Leaders should keep
their community focused on genuinely useful discussions, not
presentations.
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Learning and knowledge
sharing activities should not be held as ‘one-off’ events —
valuable only in and of themselves - but should rather be tied
to existing business processes addressing real problems or
opportunities at country and regional level. As UNDP focuses
more on improving knowledge work, real improvement will
come from understanding real practice. Communities are the
groups that can genuinely understand which practices apply
in which circumstances.’

CoPs could be
organized not only as an opportunity to get together and
discuss issues of common interest, but as much as possible
also to plan global-regional outreach of UNDP within that
Service Line, try to align financial resources to the promotion
and achievement of key knowledge products to be prepared
collectively, etc. The challenge here is that the system of
budgeting does not help very much on this, as well as the

9Through these communities peer learning has become a product line of the World
Bank Institute (WBI), enhancing the training WBI conducts. Peer learning as a product
is emerging in several other industries as well, notably pharmaceuticals. Perhaps this
is part of a larger shift in how we collectively see the locus of expertise, from concen-
trated in a few individuals or firms to distributed throughout a network. As we move to
a networked view of the locus of expertise, it opens the potential for more unexpected
forums of global collaboration. For further details please visit WBI site at http://web.
worldbank.org/WBSITE/EXTERNAL/WBI/0,,pagePK:208996~theSitePK:213799,00.html
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system of allocation of tasks between HQ and regional
offices. But it will be useful to think about this. However, this
certainly demands full support from the senior management
and practice leadership. With the regional centres now fully
institutionalized through the regionalisation process, it
becomes all the more critical to establish closer links between
Practice groups at HQ level, Regional Centres, and Regional
Programmes, irrespective of the division of labor. It is just
operationally and organisationally necessary to be clear about
those linkages between HQ and the regional centres.

Institutional arrangement for in-
centives is an important element to continue and enhance the
level of engagement of the community members. It highlights
the things the organisation feels are important and demon-
strates that the time and energy people spend sharing knowl-
edge ““counts”in their performance and career. UNDP CO col-
leagues are usually pulled into many divergent directions at
the same time, and often don't have the time to properly focus
on, and contribute to the CoP. Additionally, many of them are
members of many CoPs and e-networks. However, they may
be interested because of the following considerations:

They get knowledge and information faster or exclusive
They learn things and prepare themselves for future jobs
« It makes their present UN/UNDP job easier
They are involved in ‘corporate/regional’initiative
They become members of something like an exclusive network
They enhance their CV and fast track their career

They make themselves a good reputation as experts
They meet interesting people and widen their personal network

Such incentives could be in the form of professional recogni-
tion, programmatic opportunities, fellowship, training/learn-
ing opportunities, career progression etc.

Use of a range of tools and technologies
to encourage community members to contribute and share
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information and experiences is critical. Innovative opportuni-
ties should be promoted to allow members work together to
design or implement strategic initiatives and interventions.
Use of interactive web portal, wiki, blog etc. could also be
considered. Typically high performing communities need the
following functions:

«discussion forums
document libraries
effective search

«expertise/experts locator

on-demand teleconferencing

With development issues increasingly
cutting across national borders, the agencies are leveraging a
common set of virtual tools to deliver connected communities
of practitioners, access to expertise, and knowledge resources
across geographically dispersed offices. For example, UNDP
Regional Centres in Asia-Pacific have developed the new Solu-
tion Networks of Asia-Pacific (SNAP) portal -a people-connect-
ing web-based tool’ for collaboration and knowledge sharing.
The SNAP portal is based on Microsoft’s SharePoint 2007. It has
been provided for free to the regional centres and the project
has also benefited from free in-kind support from Microsoft.




VIIl. FUTURE DIRECTIONS

As part of organisational development strategy, the long-term CoP
strengthening agenda should consider the following critical trends
and concerns:

Establishing coherence among global,
regional, and, national/local level CoPs and networks is impor-
tant specially in the context of recent BDP alignment (2008).
Relations with Regional Bureaus and SURFs/Service Centers
need to be articulated to ensure development effectiveness.
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As suggested in the 2007 report of the
UNDP/BDP MetaNetworkingTask Force, UNDP should promote
meta-networking'® to enhance knowledge partnership and
connectivity, and, deepen its knowledge grounding with
appropriate regional and national/local inputs. If planned
strategically,thiswillalsogoalongwaytopromoteSouth-South
cooperation and capacity development. Meta-networking
has the potential to connect like minded CoPs around a
common agenda.

It will be important to leverage successful KM initiatives i.e.,
tangible products and services, to which additional support
will grant greater visibility, secure wider adoption, and, there-
fore multiply impact. Such replication and collaboration will
strengthen the CoP and increase its value to its members.

An integrated plan of action is
required with some quick wins that can deliver more immedi-
ate benefits (e.g. address specific suggestions shared by CoP
members for improvements in products and services as per
the Benchmarking Survey results and the UNDP HQ Products
and Services Survey recommendations. Other issues such as
sponsor engagement and helping to make sure networks

10 A meta-network is a non-hierarchical lattice or web of networks that are connected or
linked together through electronic communication (through the facilitators of the re-
spective networks and/or CoPs), for the purpose of sharing knowledge and resources,
collaborating for efficiency and synergy, and, effectiveness.
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address business issues will take more time and work to en-
gage senior management. Consistent and continuous fol-
low-up of CoP agenda developed in a participatory manner
is critical.

As mandated in the
Strategic Plan, UNDP Networks need to be focusing on
UN-wide knowledge partnership agenda with pragmatic
work plan. In this regard, the lessons learned from UNDP
collaboration with more than 15 UN agencies on Knowledge
Management and CoP building process could be very
useful. The Knowledge Management Partnership of the UN
Country Team in India has successfully introduced a suite of
knowledge-sharing services — “Solution Exchange” - creating
Communities of Practice (CoPs) of development practitioners,
convened by UNCT agencies and organized around MDG-
related development topics. Members come from all
organisations — government, NGOs, development partners,
private sector, and academia - to interact on an ongoing basis,
build trust and strengthen their identity as a group. As a UN
initiative, it offers a free, impartial space where all partners are
welcome members of the community.

Itusedtobethatpeoplejoinedassociations
becauseitwasawayof meeting like-minded peopleand getting
help, facilities, information and other things difficult or costly
to organise for themselves. These days it is much easier to find
peopleandresourcesonline,and to mixand match these assets
into project teams, Communities of Practice, and informal
networks. That means social networking is going to impact
on nonprofit and professional membership. It is, however; still
unclear how far-reaching the social networking impact would
be on the existing and future CoPs.

Teamworks is a new system of record and
distribution for knowledge produced by national and
international staff including consultants and CTAs, projects
and programmes, UNCTs, COs, RSCs, functional units, and
through thematic practices and centres’ experts and advisors.
Teamworks will enable dynamic, interactive and responsive




content management, social networking and communication
mechanisms. With regard to social networking, Teamworks
will provide a common integrated solution for managing
communities. The benefits will include the following:

Decentralized management of communities will enable generation of new
communities on demand. Users will be able to create bottom-up, ad-hoc
communities on demand and ad hoc and time-bound communities can be
formed rapidly to respond to crisis situations.

Community ownership, membership and participation will be transparent as
all“public/open” communities will be listed. Users will have the ability to look
in on discussions without subscribing and easy access to view and join existing
communities and to manage member subscription. Users will also be able to
invite other colleagues and partners to join a community.

From community exchanges users will be able to access the “People” profiles
associated with participants.

Management will be able to analyze demand for new communities and topics
of discussion
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IX. CONCLUSION

Communities of Practice present a peculiar challenge for UNDP.
They have always been part of the informal structure of organisa-
tions. They are organic. They grow and thrive as their focus and
dynamics engage community members. But to make them really
inclusive and relevant, they need to be nurtured, followed-up, and
validated. They need a carefully balanced support structure to
grow and prosper. Due to lack of experience in developing organic
organisational element like CoP, the process proves to be particu-
larly delicate in UNDP. Too much support and they lose their appeal
to community members. Too little and they dry up. The challenges
they pose and the factors that help them flourish are different from
the factors most of us as organisational leaders, and managers
are used to working with. In the context of UNDP/BDP while it is
important to integrate knowledge management skills into policy
advisers’ profiles, deployment of dedicated CoP expert/facilitator
with deeper understanding of knowledge management is critical
to overcome existing knowledge gap.




X. ANNEXES

During the process of drafting the Guidance Note, many interest-
ing and thought provoking comments were received:

Thematic CoP & DG Practice Meeting

« Annual retreats/practice meetings should be organized so as to
facilitate a productive exchange among Policy Advisers working
under the same Service Lines (SLs) or outcomes. It is an oppor-
tunity that should not be undermined. In my view unfortunately
in Montauk and in Bratislava, the agenda of the meetings were
organized without sufficient consideration of the fact that Policy
Advisers (PAs) get together practically only in that occasion. The
challenge is to ensure that the time allocated for that purpose
within the Annual Retreats is appropriately used. These meetings
are not necessarily a CoP meeting, but they are a proxy to it. They
are useful and very relevant.

From their first inception, there had always been a dichotomy
built into the concept of Communities of Practice. Organisa-
tions saw them as stewards of the key knowledge assets and
core competencies of the organisation. Yet, most organisations
allocated far fewer resources and management attention to
developing and sustaining these communities than to the or-
ganisations’ physical assets. Now many organisations seem
to be recognizing the importance of devoting more attention
and resources to sustaining the organisation’s core knowledge
- and the organisational groups who do so, like Communities of
Practice (CoPs).

The issue is that CoPs in the past were associated to Service Lines
(SLs). How they will be organized in the future around “outcomes
and/or”? Or will they still be representing the traditional SLs.

CoP role vis-a-vis Learning and Capacity Development

« There is an unfortunate tendency, whenever any new focus area
for programming is proposed, to demand capacity development
in that particular area for UNDP staff. | believe that UNDP, for the
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most part, should leave it to staff to develop their own knowledge
and professional competence in areas where they are required to
work. As a corporate entity, we should be assisting, to the best of
our abilities, developing countries. We should not detract from
that obligation by excessively investing time and resources on
‘self-improvement’ in order that we might, eventually, become
better equipped to serve our clients better. Our clients need to be
served NOW. They don't buy ‘infant industry’ arguments in the
competitive world of development assistance. There are far too
many ‘Communities of Practice’ already. | believe that we may
be fast approaching the point of diminishing returns in the use of
this modality.

Staffs in COs are usually too busy to read/follow any new devel-
opments that are not linked to their immediate work plan. There
is a lot of research showing the advantages for organisations to
continually invest in the knowledge/skills of their staff and return
on investments (ROI). What we need in my view is better, targeted,
focused learning events that make use of the expertise we have
and also scan globally to learn about what others are doing, and
how we can use it in our programmes, rather than the type of
event which is mostly structured around PPT presentations with
little follow-up

I do believe that CoPs are good mechanisms for knowledge shar-
ing and knowledge management. Furthermore, they could be - if
run in a transformational manner - become strong mechanisms
of enhancing leadership skills. The more widely open such CoP to
national counterparts the more it would have a transformational
and empowering impact. Furthermore, such a CoP needs to be
a platform for sharing tangible resources on the "how” not the
“what” such as experts in specific field, good practice and lessons
learned on processes of partnership between society and the anti
corruption institutional machinery.

We should be careful not to mix up apples and oranges in a CoP
meeting setting. At CO level, most if not all projects have budget
lines to offer training of some kind to public officials/govern-
ment counterparts, whose needs, background, motivation and
incentives can be quite different from UNDP programme officers




even though they may be working toward the same goals. The
otherthingis that CoPs are internal to UNDP, and we should be able
to speak freely about the challenges we face at F2F events with our
peers, which would not be possible if counterparts are there too.
Therefore, | don't think that mixing the two target groups (UNDP
staff and Government counterparts) is always a good idea. An
exception to this | think, are the types of learning events, such as
conferences or roundtables, where new cutting edge knowledge is
presented, and that also function as a good opportunity for UNDP
staff to create rapport with national counterparts, which helps
when they go back home and have to work together.

Follow-up to CoP Meetings

« As UNDP focuses more on improving knowledge work, real
improvement will come from understanding real practice.
Communities are the groups that can genuinely understand which
practices apply in which circumstances.

A CoP cannot exist just for the purpose of existing, in other words
it cannot be exclusively self-centred (on its internal processes) - it
needs to have some shared goal that goes beyond its domain,
produce some outputs for a broader audience. There are excellent
examples with CoPs producing high-impact knowledge products.

We have not had an official CoP meeting in the elections area
since the Manila meeting in 2004. Nonetheless, it seems that
products continue to emerge from that meeting. The meeting
suggested a number of recommendations for follow up. Many
were pursued over the last three years, including the Political
Parties Handbook and now a draft Implementation Guide that
combines together many of the practical guidance mentioned in
the recommendations on execution, implementation, partner-
ships, capacity development and other areas.
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Reports

The Benchmarking Survey Report for UNDP Networks (2007): The
report rolled out by Warwick Business School, consisted of 31
specific questions relating to the extent to which the CoP/Network
supported individuals and their team/department/ business unit.
A summary of the overall UNDP report can be viewed here, the 1-
page DGP-Net report summary can be viewed here, and the full
reports can be viewed at: DGP-Net Report




Selected Global Community of Practice (CoP) Meeting
Workspace & Reports

Community of Practice Meeting on Anti-corruption, Guate-
mala (November 2006)

Community of Practice Meeting on Governance and Conflict
Prevention, Kathmandu (November 2006)

Community of Practice Meeting on Public Administration
Reform, Bratislava (April 2004)

Community of Practice Meeting on Electoral Systems and
Processes, Manila (November 2004)

Community of Practice Meeting on Decentralisation, Local
Governance and Urban Development, Marrakech (December
2002)

Selected Regional Community of Practice (CoP) Meetings,
Workspace, & Reports

Community of Practice Meeting on e-governance (sub-prac-
tice), Dakar, (September 2005)

Community of Practice on Local Governance and Localizing
the MDGs (Capacity 2015 Arab States/ICTDAR/SURF-AS Local
Governance Practice) The complete Report and attachments is
available online at ICTDAR (www.ictdar.org), CAP 2015 (www.
c2015as-iln.org), and SURF-AS (www.surf-as.org) web pages

Three Community of Practice Meetings on PAR in Europe & CIS
(2005-07)

Community of Practice Meeting for UNDP Practitioners Sup-
porting Human Rights and Justice in the CEE / CIS Region (Oc-
tober 2004)

Web-based Resources/Guidelines

UNDP Network Facilitation Guidelines: http://content.undp.
org/go/bcpr/km_docs/KM-Group-Docs/download/?d_
id=1029007

How to launch a Network? Primer on UNDP Networks, includ-
ing success factors and tips: http://km4dev.org/index.php/ar-
ticles/553




Programming for Justice: Access For All: A Practitioner’s Guide
to a Human Rights-Based Approach to Access Justice (2005)

Establishing a Community of Practice, Resource Handbook by
UNDP Bratislava Regional Centre, 2004: http://content.undp.
org/go/km/ks-global/Defi nitionsand- Typologies/download/
?d_id=405722&g11n.enc=ISO-8859-1

UNDP’s internal knowledge-sharing website: http://practices.
undp.org/ks/

Cultivating Communities of Practice. A quick start-up guide,
by E. Wenger, 2002: http://www.ewenger.com/theory/start-
up_guide_PDF.pdf

Tips, advice and further links on setting up and maintaining
a CoP, provided by knowledgeboard, an online KM platform:
http://www.knowledgeboard.com/cgi-bin/item.cgi?id=378

Links to experiences in setting-up and running CoPs, provided
by KM4DeV: http://km4dev.org/index.php/articles/c151

Work the Net. A Management Guide for Formal Networks, GTZ,
2006: http://www.km4dev.org/index.php/articles/news/716

Access to Justice: Lessons from Operationalising the Practice
Concept, Consolidated by the Katmandu and Bangkok SURFS,
March 2004
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